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This paper identifies the seminal works of key theorists in the field of spirituality
and traces the development of the key ideas of spirituality at the workplace in
relation to their relevance in today’s organizational context. We examine how
having a healthy orientation towards spirituality at work can lead to desirable
individual and organizational outcomes. Particular emphasis is placed on
understanding the rapidly changing workplace and its future directions by first
uncovering the rationale behind the evolution of management thought since the
introduction of Taylor’s scientific management and then, by examining the
various stages of economic development and as well as the assumptions of man at
each identified stage. By relating both the evolution of management thoughts with
their respective work designs as well as the general economic environment at
various stages of development, the stage is set for the introduction of spirituality
at the workplace. The benefits and costs of spirituality at work will be discussed
and we will derive insightful suggestions on how to manage spirituality at work
across culturally diverse and fast changing environments from existing research
findings and anecdotal evidences reported by experienced practitioners. Finally,
this paper will also discuss implications for research on spirituality at work.
Keywords: spirituality at work; human resource management; leadership;
organizational change; organizational performance; managerial skills
Introduction
The surge of articles seen in the various practitioner and academic journals over the
last ten years clearly indicates the growing interest in workplace spirituality (see for
example, Manz et al. 2001; Gunther 2001; Graber 2001; Brandt 1996; Thompson
2000; McCarthy 1996; Hein 1999; Herman and Gioia 1998; Ashmos and Duchon
2000; Mitroff and Denton 1999c; Bryant 1998).
Mirvis (1997) argues that this interest derives in part from the importance of work
organizations in people’s lives today – “people are spending more of their time work-
ing and number among closest friends their co-workers” – and as a result, they derive
their social identity from their workplace. As a result, what happens to them on the job
is important for their mental and physical health and well-being (see for example,
Cartwright and Cooper 1997a).
At the same time, other scholars have provided salient explanations for the
phenomenon, such as the trend of corporate downsizing (Cappelli 1999), increased
employee turnover, more people working as temporaries and contractors (Pfeffer and
*Corresponding author. Email: gilberttan@smu.edu.sg
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Baron 1988). More frequent changes in ownership have created employees who are
less loyal, committed, and are angrier and more disaffected. The workplace has
increasingly been characterized by “fear, pressure, and impermanence” (Mirvis 1997).
Seemingly, the implications of workplace spirituality for both research, and practice
make this a fast growing area of new research and inquiry by scholars and practitio-
ners alike (Giacalone and Jurkiewicz 2003).
This paper’s objective is threefold. First, it provides a review on the extant litera-
ture of spirituality in the workplace to reveal the variety of reasons that have been
offered by scholars for this heightened attention. Second, a deepened understanding
of the phenomenon is derived from tracing its roots through three lenses, namely the
evolution of management thought; economic development; and the assumptions made
of man during each time period identified. Third, managerial and research implications
are discussed.
Theoretical background
Even though interest in workplace spirituality is growing at an accelerating rate, no
unified explanation has yet to be offered to explain for this heightened attention. To
further compound the problem, little substantive data exists to support any of the
contentions made about or reasons given to explain the phenomenon. In a seminal
work by Giacalone and Jurkiewicz (2003), Handbook of Workplace Spirituality and
Organizational Performance, the authors identified three thematic areas to explain the
phenomenon of workplace spirituality. They have undertaken a representative
sampling survey of the extant literature and clustered them into the following three
themes. The themes serve as a useful starting point for us to understand the nature of
the forms of inquiry (both qualitative and quantitative) undertaken by scholars in this
field thus far.
The first theme focuses on the environmental changes as sources of turmoil where
profound social and business changes in turn spur individuals to seek spiritual solutions
to consequent tension (e.g. Mitroff and Denton 1999c). The unstable work environment
(Cash et al. 2000) characterized by relentless downsizing, layoffs, reorganization, and
new technologies has been identified as the main catalyst that has led to increased
employee distrust in organizations (Murray 1995). Cohen (1996) explained that this
distrust, as reflected through their employer’s policies, has made employees see them-
selves as nothing more than expendable resources. This diminished view of self and
work exacerbates feelings of social alienation and fear, compelling the employee to
search for deeper meaning in life (Ali and Falcone 1995) and thus integrating a
spiritual–work identity. Another related (US-centric) theme focuses on the need for
employees to seek satisfaction beyond measures of production (Izzo and Klein 1998),
a function of a cultural shift driven by the “baby boomers” as their careers matured in
an environment of growing commercial instability (Flynn 1996; Russell 1996). Other
scholars have argued that workplace spirituality increases employee opportunities to
experience a higher sense of service and personal growth (Hawley 1993), to maximize
conceptions of self-worth and inherent uniqueness (see for example, DiPadova 1998),
and thus is a motivator unto itself. Mohrman et al. (1998) also suggest that today’s
employees want to serve a purpose, and not just to have a job.
The second theme talks about a profound change in values on a global scale. Using
evidence from the United States, Neal (1998) noted that organizations are increasingly
exhibiting growing social consciousness, exemplified best by a developing sense of
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corporate social responsibility. Individuals have also reported that satisfaction derived
from additional material or economic gain has also dropped. Citing Inglehart (1997),
“diminishing economic gains characteristic of the latter part of the 20th century cannot
create many additional, materialistic satisfactions (for individuals)”. The marginal
utility derived from additional economic gains is diminishing. Thus, their search for
something more meaningful has resulted in a quest for post-materialistic satisfactions,
of which spirituality may be one manifestation. This is supported by research suggest-
ing that increasing numbers of individuals in developed Western nations are seeking
self-actualization as opposed to material security (Abramson and Inglehart 1995;
Inglehart 1997).
The third theme takes the macro view by focusing on the broader spiritual changes
taking place in connection with the West’s growing interest in Eastern philosophies
(Brandt 1996). Scholars such as Eck (2001) and Zinsmeister (1997), among others,
attribute this interest to societal shifts toward diversity and increasing interest in other
cultures as a result of globalization. Other researchers see corporate multinationalism
and the consequent effort to integrate Eastern and Western management practices (see
for example, Koehn 1999; Fox-Genovese 1999; Yuet-Ha 1996) as a driver of the
broader interest in spirituality.
Going beyond the themes suggested by Giacalone and Jurkiewicz (2003), an
attempt by Lund Dean and Fornaciari (2007) to empirically map the still nascent field
provides additional insights. To Lund Dean and Fornaciari (2007), studying
management, spirituality, and religion (thereafter MSR) in the workplace involves a
multidisciplinary and broadly-based approach to both literatures and research method-
ologies. MSR research should also be productively informed by many other research
disciplines, both methodologically and theoretically. They encouraged the use of both
positive and negative methods in order to accurately record respondents’ experiences
within constructs that defy easy definition and measurement (Lips-Wiersma 2000;
McGee 2001; Mitroff and Denton 1999b; Tischler et al. 2005). Lund Dean and Forna-
ciari (2007) undertook an exploration of the concepts emerging from the empirical
research of the MSR domain during its founding decade of 1996–2005, by empirically
demonstrating the areas where the MSR research conversations are taking place.
Building on Fornaciari and Lund Dean (2004), they methodologically searched for all
empirical articles in peer reviewed journals that are included in the MSR domain, as
described by the Academy of Management’s Management, Spirituality, and Religion
Interest Group’s domain statement. Major themes and disciplines were identified from
the entire set of articles in MSR’s founding decade as a result of their inquiry. Concep-
tual research construct distinctions within the domain were also shown (see Lund
Dean and Fornaciari 2007 for an excellent overview and discussion).
From Lund Dean and Fornaciari’s (2007) study, the field has witnessed a shift
from the largely descriptive but seminal works of McCormick (1994) and Fry (2003).
McCormick’s early attempt to offer insights into the spirituality at work phenomenon
brings up the pertinent issues and challenges which managers face as they try to
integrate their spirituality with their work. He explicitly focuses on the individual
manager’s relationship with the sacred, and examines some of the values, tasks, and
problems associated with the relationship that appears in more than one spiritual
tradition.
Fry (2003) sees leadership as the main solution to the challenges that contempo-
rary organizations are facing intense pressure from on various fronts. Externally,
organizations are now operating in an environment that has become increasingly
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complex and much more dynamic – the dramatic globalization of economic activity
during the last 20 years and the democratization of technology have been the fuel
driving the changes. Thus, organizations must now compete in a boundary-less econ-
omy with worldwide labor markets that are instantly linked with information. These
changes call for new organizations that are more agile. To confront the external chal-
lenges, contemporary organizations must create work environments that will help
them attract, keep and motivate a team of high-performing employees. The creation
of work environments that provide a sense of challenge and meaningfulness for
employees has become a priority. Responding to these challenges will require an
organizational transformation that will simultaneously improve organizational effec-
tiveness while addressing the need for an expanded view of employee well-being
(French et al. 2000). Spiritual leadership addresses the challenges faced by contem-
porary organizations. Servant leadership becomes a connection between Positive
Organizational Scholarship and workplace spirituality, especially in relation to Patter-
son’s (2003) concept of servant leadership as a virtuous theory. Spiritual leadership
theory is a causal theory of spiritual leadership based on vision, altruistic love and
hope/faith that is grounded in an intrinsic motivation theory. Spiritual leadership taps
into the fundamental needs of both leader and follower for spiritual survival through
calling – a sense that one’s life has meaning and makes a difference – and member-
ship – a sense that one is understood, appreciated, and accepted unconditionally
(Fleischman 1994; Maddock and Fulton 1998). The purpose of spiritual leadership is
to create vision and value congruence across the individual, empowered team and
organization levels and, ultimately foster higher levels of both organizational
commitment and productivity.
The field has witnessed a dramatic surge in workplace spirituality research by
numerous scholars. The elementary attempts at a noetic understanding of workplace
spirituality which began in the early 1990s as evidenced in books and articles; special
journal issues further testify to this surge in interest. Giacalone and Jurkiewicz (2003)
attempted to set order to the field by identifying the three themes from the extant
literature. Lund Dean and Fornaciari (2007), on the other hand, tried to empirically
organize the works of researchers on workplace spirituality. Interestingly, despite the
growing numbers of such studies, there is still no consensus on the definition of the
construct of spirituality at work; a problem that has plagued the field since its
inception.
Theoretical developments: absence of an accepted definition
Many scholars have struggled to define spirituality within the work context without
achieving consensus (Ashforth and Pratt 2003). As a result, scholars have offered a
variety of definitions of workplace spirituality in relation to the focus of their
research. Some have defined spirituality with atheistic and materialistic constructions
(see for example, Dehler and Welsh 1994; Mitroff and Denton 1999a; Ashmos and
Duchon 2000) while others with pantheistic and deistic visions (Benner 1989;
Mohamed et al. 2001).
The most common debate when it comes to defining spirituality is whether it has
a religious connotation. To many people, the process of separating religion from spir-
ituality is effortless; to others it is equivalent to surgically separating conjoined twins
(Giacalone and Jurkiewicz 2003). Protestant theologians, such as Groothius (2000),
Gustafson (1974) and McGrath (1996), argue that social change and community life
D
ow
nl
oa
de
d 
by
 [S
ing
ap
or
e M
an
ag
em
en
t U
niv
ers
ity
] a
t 2
3:0
3 1
2 N
ov
em
be
r 2
01
7 
Journal of Management, Spirituality & Religion  291
are better understood through the revelation and unveiling of eternal spiritual truths.
To Griffin (1988), spirituality is an inherent human characteristic that does not intrin-
sically infer any religious meaning – “Spirituality in this broad sense is not an optional
quality which we might elect not to have. Everyone embodies a [sic] spirituality, even
if it be a nihilistic or materialistic spirituality.” In Mitroff and Denton’s (1999a) empir-
ical study of HR executives and managers, they expressed spirituality as “the basic
feeling of being concerned with one’s complete self, others, and the entire universe”.
Dehler and Welsh (1994) defined spirituality as “a specific form of work feeling that
energizes action” while Ashmos and Duchon (2000) discussed spirituality in the
context of community work.
It may be worthwhile considering Cavanaugh and Bandsuch’s (2002) notion that
although religion is the root, intertwined with the spiritualities of many and can give
depth and discipline to a spirituality, spirituality is not, and should not, be entirely
rooted in religion for the following reasons: religion is no longer as important as it
once was, business leaders do not trust institutionalized religious leaders as much as
they once did; and religion can be potentially divisive as it excludes those who do not
share in the denominational tradition.
This paper takes the credible contention that religious faith and spirituality are the
foundations of ethical decision-making (Cahill 1990; Hittinger 1999; Mott, 1984,
1993). At the same time, religious faith (i.e. religiosity) and spirituality are two
distinct phenomena, even though the early writers on spirituality tend to link religious
faith with spirituality.
The world in which we are living and conducting business is increasingly
celebrating diversity. Diversity is generally defined as acknowledging, understanding,
accepting, valuing, and celebrating differences among people with respect to age,
class, ethnicity, gender, physical and mental ability, race, sexual orientation, spiritual
practice, and public assistance status (Esty et al. 1995).Organizations need to focus on
diversity and look for ways to become totally inclusive organizations, as diversity has
the potential of yielding greater productivity and competitive advantages (SHRM,
1995). In that very essence, diversity signifies strength. Organizations realized that in
order to allow their employees to reach their best potential possible, their freedom in
adhering to their respective faiths and religious beliefs should be accommodated.
For this paper, we alluded to Mitroff and Denton’s (1999b) definition of spirituality
as “the basic feeling of being connected with one’s complete self, others and the entire
universe.” At the same time, this definition strikes a close resonance to the three streams
of definitions Schmidt-Wilk et al. (2000) identified. This first stream focuses on the
inner experiences of the individual. The second stream is more principle-based which
defines spirituality in terms of values, emotions, intuitions, virtues, ethics, and wisdom.
The last stream relates to the individual’s inner experiences with external behavior,
principles, and practices. This definition is holistic, in that it captures both the inner
being of individuals (i.e. employees) and illustrates the dynamics of such individuals
in relation to their external environments (i.e. the different business environments).
Evolution of spirituality at work and management thought
The conventional workplace has, and is still undergoing a rapid process of transfor-
mation. This continuous process of unprecedented metamorphosis in terms of pace
and scope of change reaffirms Vaill’s (1989) description of the business environment
as “permanent whitewater”.
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Numerous researchers who attempted to understand both the causes and effects the
turbulent external environment has on organizations have proposed to look at the vari-
ous organizational paradigm shifts to understand how successful organizations have
adapted, survived and flourished, and to uncover the reasons behind the downfall of
others.
In this paper, we seek to understand the rapidly changing workplace and its future
direction by first uncovering the rationale behind the evolution of management
thought since the introduction of Taylor’s scientific management and then, by exam-
ining the various stages of economic development as well as its drivers, as suggested
by Pine and Gilmore (1998). By relating both the development of management prac-
tices with their respective work designs as well as the general economic environment
at various stages of development, this section sets the stage for the introduction of
spirituality in the workplace.
The beginnings of management thought can be traced back to the industrial revo-
lution that took place in the early nineteenth century. In that era of the producer,
Taylor’s scientific management, Weber’s bureaucracy, and compliance played central
roles. With advancements in transportation, communications, and machinery, mass
production and urbanization were vastly facilitated. Farms of the agrarian society gave
way to factories; industrialization soon led to a growing middle class and an enhanced
quality of life as the economy improved.
Organizationally, men were viewed as machines and work design was determinis-
tic so that product line workers are turned into replaceable parts in a mechanistic
process needed to do simplistic and repetitive work. Worker productivity was the sole
goal of the organization. The individual employee saw work as tedious and revolved
around taking orders; they had to comply with supervisory directives, conform to job
descriptions, organizational rules and standards. Thus, Taylor’s principles of scientific
management found an audience in industrial society and, linked with Weber’s
elaboration of bureaucracy, generated the efficiencies consistent with views of the
organization as machine.
The organization–work relationship was one of inducement–contribution
exchange: money for physical labor as assumptions underlying the motivation and
expectation of both employer and employee were largely economically-based. The
worker’s role was to put in time according to an externally imposed routine, earn a
wage for family support and survival, and not to be concerned with energy or meaning
in connection to their job (see Dehler and Welsh 2003). From this, it is evident that
spirituality was not part of the explicit work experience for the majority of the
employees.
Interestingly, in the 1800s, business and management training was closely tied to
ethical and biblical study. The social gospel, a new theology started by Walter Raus-
chenbusch which emerged within the United States, exerted significant influences on
the predominantly Christian society at that time. The social gospel sought to address
issues of sin and salvation within the context of the industrial revolution and the great
poverty it spawned in urban centers. The rapid growth of American industry after the
Civil War brought a host of social problems that posed serious moral issues for the
churches. As industry expanded in the wake of the industrial revolution, it consoli-
dated into ever larger units. As corporations merged, wealth was slowly concentrated
into the hands of fewer persons; by 1980, only 1% of the families in America owned
more than one half of the wealth of the nation. This industrial machine left individuals
feeling insignificant and powerless.
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Educated Christian business leaders sought to organize their firms and manage
their employees using Christian principles in order to reconcile the pursuits of profit
maximization individual enterprises and the basic objective of religion. The inherent
belief was that the capitalistic system could be consistent with Christian values. This
was extensively discussed in a series of articles on religion and business (see Harvard
Business Review, Religion and Business Series 1952–196). However, we should note
that the society in the United States at that time was not pluralistic and the notion of
spirituality is synonymous with Christianity.
Enter the era of the service-based economy. It is often mentioned that if the indus-
trial era belonged to the producer, the service era belonged to the consumer. Unlike
the industrial society where organizations were viewed to be nothing more than
machines and factory workers – replaceable parts – the ability for organizations to
deliver intangible offerings to customers, on demand, characterized this period.
Customization becomes crucial as organizations no longer serve mass markets that
existed previously. Work itself evolved in complexity as organizations shifted from
being mere factory manufacturers to being service providers such as MacDonald’s.
Vast improvements in information technology also acted as direct catalysts for
delivering services to consumers.
Mayo’s now famous Hawthorne studies, which formed the basis of the human
relations school, opened the gateway to research that brought heightened attention to
the human factors in organizations by future scholars. In the service-based economy,
organizations became identified as social systems, where employees are interdepen-
dent and their behaviors are shaped by the social context they are in. Furthermore,
employees were found to be motivated by multiple needs.
However, even as humans are now seen as social beings, nothing has really
changed organizationally. Many service-based organizations merely adapted the prin-
ciples of Tayloristic management and Weberian bureaucracy from manufacturing into
the service-based economy. Efficiencies still guided customized products while
governance continued to be characterized by the command and control model.
On the employee level, the experience of work also evolved. Rather than the “check
your brain at the door” mentality of the previous era, employees were expected to think
and engage their cognitive abilities in support of, and in relation to, the production of
both manufactured and service-based products. This was akin to Whyte’s (1956) Orga-
nization Man, in which the employee moved from roles in direct support of production
toward providing service products directly to clients. Psychologically, the induce-
ment–contribution exchange was no longer as effective. Rather, assimilation into the
organization and identification as a “family member” became the aims of employees.
Spirituality in the service era, which started in the 1980s, was still not an acknowl-
edged concept. Essentially, emotional and spiritual life was kept separate from orga-
nizational life; people adapted by having a work life and a personal life. Spirituality
in terms of meaning and purpose was more likely to be provided by religion and faith
outside work life.
Over the last two centuries, the world has witnessed a shift from an Agrarian
Economy based on extracting commodities, to an Industrial Economy based on manu-
facturing goods, to a Service Economy based on delivering services, and now to an
Experience Economy based on staging experiences (Gilmore 2003). This Economy is
characterized by “experience” – the relationship forged between the creator of services
and the consumer (Pine and Gilmore 1998). From the consumers’ point of view, a
highly-rated organization would be one that is able to integrate its services with their
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need to generate an experience that itself becomes the differentiating variable in today’s
world. The challenge is to create opportunities for consumers to personalize their
experience in collaboration with the organization. The nature of work also modifies
the relationship between workers and organizations. With the democratization of orga-
nizations as firms become flatter in order to respond faster and more flexibly to rapidly
changing environments, traditional relationships based on mutual trust and loyalty are
replaced by free agents who shift their loyalty to the work they do in connection with
employers on a project or contract basis. Employees in this economy forge new careers
based on skill and expertise rather than on organizational membership.
The current society that we are in is also characterized by fragmentation, a break-
down of community, and a growing culture of consumerism where commercial values
become increasingly dominant. Furthermore, the organization’s constant focus on its
bottom line have resulted in new deals that have arisen at work whereby employees
are expected to work longer hours, take on greater responsibility, and to tolerate
continual change and ambiguity (Herriot and Pemberton 1995). As a result of these
changes in both the workplace and society, individuals – especially ones residing in
the developed regions – have expressed sentiments over the increasing alienation they
face both at work and in their social spheres of activities. Instead they are looking for
the opportunity for greater self expression. The question of, “why we do what we do?”
(Richards 1995) becomes a common way of expressing their dissatisfaction as
employees ponder over the purpose of their roles in their respective organizations and
the wider society at large. Spirituality at work, which builds on the premise of humans
as spiritual beings, leads to the answer to the questions of contemporary management.
Tension between traditional organizational goals and spirituality at work
There is an inherent tension between traditional organizational goals and the promo-
tion of workplace spirituality. Since Milton Friedman’s 1963 declaration that the one
and only social responsibility of business is to use its resources and energy in activities
designed to increase its profits, it has come to be taken as accepted wisdom and good
management practice to run companies with the emphasis on maximizing shareholder
value and profits. However, with their eyes constantly on the bottom line, organiza-
tions big and small revert back to practices that require employees to check their
brains at the door and to re-conform to Tayloristic practices these organizations have
instituted. Using Pfeffer’s (2001) example, many companies hire experienced execu-
tives and experienced technicians for knowledge and skill, acquired through years of
practice. But once hired, these people are subjected to rules, procedures, controls, and
told “that’s the way we do things here”. The implicit assumption behind much of what
organizations do seems to be that people cannot be trusted to use their skills in the
interest of the organizations, that instead they need to be told what to do and
monitored to make sure that they do it.
The constant strivings for profit maximization and the implicit distrust of employ-
ees are the most salient barriers to the promotion of workplace spirituality. The only
way to get the top management’s attention to the importance of spirituality to the
general well-being of the organization is perhaps to clearly illustrate the practical
utility of having a workplace that promotes spirituality.
For instance, Neck and Milliman (1994) believe that spirituality can enhance intu-
itive abilities, increase innovation, enhance teamwork and employee commitment, and
facilitate a more powerful vision. A link has been established between organizational
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concerns with spirituality (manifested in issues such as optimism, orientation toward
giving, and acceptance of diversity) with an increase in employee enthusiasm, effort,
collaboration, creativity, performance, etc. (see for example, McKnight 1984; Bracey
et al. 1990). There is also evidence which shows that employees who viewed their work
as a means to advance spiritually are likely to exert greater effort than those who merely
see it as a means to a paycheck.
By recognizing the spiritual aspects of their employees, organizations allow them
to live and work in an integrated fashion; employees are no longer required to leave
part of themselves at the door and to become someone else at work.
Managerial implications
Workplace spirituality and leadership
The most apparent implication of workplace spirituality is to do with leadership.
Fairholm (1996, 1998) was one of the first scholars to put the terms “spiritual” and
“leadership” together to explain spirituality in the context of workplace leadership.
Since then, other authors have put forth spiritual leadership models that relate to
constructs such as emotional intelligence, ethics, values; and leadership models such
as charismatic, stewardship, transformational, and servant (Biberman et al. 1999;
Cacioppe 2000; Tischler et al. 2002).
According to Duchon and Plowman (2005), the role of leaders in nurturing work-
place spirituality is beginning to emerge. Cacioppe (2000) argues that leaders have a
central role in the evolution of integrating spirituality at work and instilling a sense of
the spiritual realm at the individual, team, and organizational level, while Pfeffer
(2003) wanted organizational leaders to assume management practices that enrich the
human spirit by building values. The overarching idea behind scholars calling for
leaders to embrace spirituality in their organizations is that when leaders value mean-
ing and work and connections with others, it is likely then that the workplace will be
characterized by meaningful work and a sense of community.
In discussing the tensions between spiritual strivings and organizational work
settings, Ashforth and Pratt (2003) advocate that organizations can attempt to manage
the dilemma by approximating spirituality. This means that organizations can facilitate
spiritual strivings within the constraints imposed by the institutionalized setting of
organizations. By being a partnering organization, both top-down and bottom-up
involvement in the construction of spirituality in organization is facilitated. The
bottom-up involvement in the construction of spirituality may be experienced by the
individual employees as empowering, leading to some personalization and a resulting
sense of fulfillment and personal development. The top-down involvement, on the
other hand, may foster a sense of spiritual community and belonging, leading to unity
and coordination. As both individuals and the organization evolve, both are likely to
be able to sustain their efforts in embracing the notion of spirituality at the workplace.
Leadership, as such, plays a crucial role in facilitating both top-down and bottom-up
involvement in the construction of spirituality in organizations.
Spirituality and organizational change management
The modern workplace continues to change at a radical and accelerated speed. In
response to globalization and international competition, a significant increase in
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mergers and acquisitions alongside the de-layering and downsizing of many organiza-
tions was witnessed (Cartwright and Holmes, 2006). The sight of organizations engag-
ing in change management projects is commonplace. Such forms of restructuring
invariably have a negative impact on employees in terms of job losses, increased
uncertainty, ambiguity and heightened anxiety, which is not necessarily offset by any
organizational benefits such as increased productivity and financial profits (Cartwright
and Cooper 1997a; Cascio 1993; Morris et al. 1999). One management arena that can
derive benefits from incorporating a spiritual perspective is organizational change
management (Heaton et al. 2004), which aims to help employees meet new and exist-
ing performance targets rapidly and effectively. Organizational change involves
changing the behavior of the people in the organization because the individual is the
basic unit of the organization.
Conventional approaches to changing people and shaping culture involve aligning
organizational systems and structures with desired behaviors. This approach requires
significant effort and persistence. This “forced” approach may be characterized as the
“outside-in” approach as it aims to change human behavior by first changing
something outside the individual, which in turn defines or constrains behavior. By
recognizing spirituality as the fundamental aspect of the human personality suggests
that there may be another approach to managing change. While traditional change
management approaches aim at managing change from the outside in, knowledge of
the spiritual foundation of life suggests that change can be handled from the “inside-
out”. The “inside-out” approach suggests that individuals who experience the spiritual
foundation of life can grow and develop in ways consistent with organizational goals
(Heaton et al. 2004, p. 63).
Human resource practices
For the organization keen to incorporate spirituality into all aspects of work, explicit
efforts must be made to structure the work day and office environment to offer oppor-
tunities for employees to find a place of reflection and silence, both alone and together
(Duerr, 2004).
Special space in the office can be created for prayer, meditation, and reflection.
Human resource policies can also be adjusted to be made more accommodating in
terms of allowing employees to take contemplative breaks during the day and by
encouraging employees to attend relevant spiritual talks by dishing out appropriate
fringe benefits such as time off work or additional leave days.
Such efforts should be perceived by the organization as being integral and
connected to the core of the organization’s work and goals. For the organization that
responds positively in embracing spirituality into all aspects of work, it is no longer
understood solely as an organization in which people band together for self-interested
reasons, as is held by economic theory (Buchholz and Rosenthal 2003). Instead, the
organization becomes a community, and the individuals in the organization are what
they are in part because of their membership in it, while the organization is what it is
because of the people who choose to become part of the organization.
In an organization high on spirituality awareness, values and mission statements
are not forgotten documents but are engaged through a continuing process of reflec-
tion. The ongoing engagement with missions and values, supported by the organiza-
tion’s spiritual efforts, can impel organizations to re-conceptualize their orientation to
their mission. As a result, the entire organization becomes an extremely well-oiled
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machine and all the working inter-relationships, the team spiritually and morale of all
the employees who work there flourishes.
Future research implications
There currently exists a multitude of ways in which spirituality is defined. This
suggests an urgent need for further conceptual refinement to develop and measure the
construct of spirituality in the organizational context. The spirituality at work
construct could be conceptualized at three different levels of analysis: organizational,
group, and individual. For instance, at the organizational level, we can look at
“spirituality at work”, and at the individual level we can look at spiritual well-being.
Likewise there should exist a relevant spirituality construct at the group level.
The nomological network of spirituality at work could be investigated. Since this
is a relatively new construct, we can gain insights by examining how spirituality at
work influences employee attitudes and behavior and organizational performance,
especially in the Asian context. Furthermore, researchers can also examine the
antecedents of spirituality at work.
There also exists scope for research in examining the effectiveness of various
interventions in promoting spirituality. This stream of research has direct practitioner
implications in addition to the managerial implications as suggested above.
Conclusion
A major weakness in the conceptual development of workplace spirituality is the lack
of a sound theoretical base. A significant barrier is the general “soft” approach taken
to the topic as Giacalone and Jurkiewicz (2003) point out. This is because benevo-
lently motivated writers speak from a personal perspective about their general views
on spirituality without grounding their beliefs in a strong foundation of theoretical and
empirical work. This leads many readers to view them as promoting a cause rather
than advancing scientific knowledge. The lack of a well-defined definition of
workplace spirituality adds to the problem as definitions proposed in the academic
literature are not yet specific and robust enough to propel the field forward.
The extant literature is filled with the promise of what the awareness of spirituality
can do in the organizational context. Moving on, impediments to the development of
a science of workplace spirituality can be overcome by a clarification of meaning so
that varying definitions need not be employed based on individual research. Further,
researchers could continue to examine the question of utility by immersing workplace
spirituality into larger global context. Finally, workplace spirituality should be
grounded within a number of interdisciplinary literatures. By placing it within the
context of multidisciplinary research, the development of the workplace spirituality
paradigm could be bolstered as it helps to distinguish workplace spirituality and inte-
grates it with related concepts.
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